IPIECA, the International Petroleum Industry Environmental Conservation Association was established in 1974. It is a voluntary non-profi t organization whose membership includes both petroleum companies and associations at the national, regional and international levels.
Separate working groups within IPIECA address global environmental and social issues related to the petroleum industry: oil spill preparedness and response, global climate change, biodiversity, social responsibility, fuel quality and vehicle emissions, and human health. IPIECA also helps members identify new global issues and assesses their potential impact on the oil industry.
IPIECA holds formal United Nations status, which allows it access as a Non-Governmental Organization (NGO) to all UN negotiations. The Association represents the views of its members in public fora and provides an interface between the petroleum industry and the United Nations Agencies. 
A. Purpose of this guide
This guide outlines the use of Social Impact Assessments by the oil and gas industry. It provides managers of existing oil and gas operations or new projects with an understanding of how to make the best use of SIAs. This guide is not intended to be an in depth instruction on how to do SIAs. Nor is it a detailed resource for HSE experts. Information on more detailed resources is contained at the end of this guide.
B. Key factors to promote success
Conducting SIAs is not always straightforward. However, if properly carried out, an SIA can assist in managing project budget and schedule, in supporting relationships with relevant stakeholders, and in building competitive advantage for a company.
For an SIA to succeed, managers should:
Ensure that the scope of the assessment is realistic and achievable.
Use a tailored approach that recognises the conditions and constraints specifi c to the project.
Initiate the SIA process as early as possible (at project conception) and ensure output from the SIA process can input in a timely manner to the project execution plan.
Recognise national and international sensitivities to the topics addressed. This includes recognising the analysis may appear as criticism or disrespect in certain cultures.
Management commitment to the process is critical. Commitment is needed at all levels of and across the disciplines of Project Management. It may be appropriate for some projects to form a senior management steering group to the SIA representing interested disciplines within the company.
Anticipate the need for early and continuing discussion regarding SIA objectives within the company to ensure effective coordination of the number of disciplines that may be involved.
Ensure that internal or contracted expertise has 'local' knowledge of social, political and cultural issues.
Maximise, as far as feasible, the use of participatory approaches in the assessment.
Involve operations personnel in external consultation processes.
Provide clear vision and goals for social performance of the project and communicate this to all project staff.
Provide clear defi nition of social performance, requirements to the project's major contractors.
C. What is social impact assessment?
SIAs are appraisals of the likely impact that oil and gas operations might have on the societies of host countries, regions and communities. These impacts can be direct and indirect, intended and unintended, positive and negative. Ideally, every SIA is a participative study with local, national and international stakeholders, as appropriate. An SIA can be used at any stage of the industry life cycle: a new country entry, an exploration phase, a new development activity, change to an existing activity or the decommissioning or closure of an existing operation. An SIA identifi es ways to mitigate any adverse social impacts and enhance positive ones. An effective SIA optimises the design of oil and gas operations to account for potential social impacts. It also ensures that stakeholder views are incorporated and addressed throughout the project lifecycle.
Typically SIAs address issues such as:
• Demographics: Changes in size and make-up of population due to migration of people in search of work, emigration from an area as the result of safety or security issues or any other reasons.
• Socio-economic:
• taxes and royalties; expected payments to different levels of government -national, regional, local; time profi le of payments.
• supply chain impacts; local sourcing opportunities; potential infl ationary impacts on local markets for goods and services; impact on non oil and gas sector (Dutch Disease). • employment; labour practices; changes in existing industries as workers shift from traditional industries to oil and gas activities; movement of other necessary workers (e.g. teachers and police) into the oil and gas industry as translators or security personnel; return of construction workers to lower end jobs.
• time profi le of projects; construction boom; operation phase; decommissioning; potential oil and gas dependency.
• Health: Spread of new diseases to indigenous communities, impacts on health of operations personnel, impact of local diseases on workers and the spread of pandemics such as HIV and STDs.
• Social infrastructure: Adequacy of health care and education facilities, transport and roads, power supply, fresh water supply to support project activities and personnel as well as the community.
• Resources: Land-take for facilities and resettlement, new or increased access to rural or remote areas, use of natural resources.
• Psychological and community aspects: Changes from traditional lifestyles, community cohesion, attitudes and behaviour, perception of risk.
• Cultural property: Sites and structures with archaeological, historical, religious, cultural or aesthetic values that may be change or have their access limited.
• Social equity: Identifying who gains and who loses as a result of the project or operation. An SIA identifi es and assesses social issues that can represent a signifi cant risk and/or opportunity to a project. An SIA is an effective risk management tool informing and encouraging timely decisions on projects. SIA can infl uence project design and improve the quality of decision making. In particular an SIA can help with:
• Managing the short and long-term impacts.
• Providing important input into the design of effective stakeholder engagement, building consensus and collaboration between parties and managing expectations. This can assist in securing trust with:
• The workforce, helping to prevent disputes.
• The local communities, to avoid protests, blockades and land access disputes.
• The regulatory authorities, reducing problems such as licensing delays.
• Better estimating and optimisation of socio-economic costs (like resettlement), resources required for mitigation measures, management plans, etc.
• Defi ning socio-economic considerations for inclusion into tender documents.
• Meeting the requirements of fi nancial and aid institutions which may be important to the company or one of its partners. Many fi nancial institutions such as the IFC have requirements for the management of social issues to safeguard investments which include SIA.
Benefi ts for Communities:
Stakeholders engaged in or identifi ed by the SIA process also benefi t through:
• Access to the company to express their views/ concerns and suggestions and involvement in the decision-making processes as a result of effective consultation.
• Identifi cation of opportunities for economic development through the supply of goods and services by local stakeholders.
• Contribution to local capacity building in infrastructure, services and environmental protection.
• Increase in human capacity building through the transfer of best practices.
• Social investment to meet both local and project needs.
• Support for traditional industries alongside the development of the project.
• Protection of cultural resources for the communities.
• Inclusion for local communities through better understanding of both the positive and negative effects of the project or operation.
E. When to carry out an SIA
Ideally, the decision to do an SIA should be taken at a project's conception. Existing operations that did not involve SIA at the project stage can be screened at any stage. Such screening should identify any legal or contractual requirements to carry out an SIA and the scope and complexity of potential social issues that need to be considered by more detailed study. Some form of SIA should be carried out on all major projects whether legislated or not.
A number of different impact assessments can be needed for the same activity. Therefore, it makes sense to integrate the studies. In many cases there is some synergy among different assessments in methodology and scope. In all instances, the results of such impact assessments need to be integrated to optimise project / operations planning. The decision to integrate the SIA process with other impact assessments is not straightforward and consideration needs to be given to such factors as:
• The scope and complexity of social issues identifi ed at the initial activity screening. A greater scope and complexity may lend itself to a separate SIA.
• Any legal, licensing, contractual or fi nancing requirements. Where more than one set of requirements exist these may not be consistent. In such circumstances, it may be necessary to negotiate a consistent requirement with all relevant stakeholders.
• The availability of resources to provide integrated or separate impact assessment teams and the resources to manage integrated or separate teams.
• The ability to integrate these activities with other project activities such as socio-economic baseline and resettlement baseline surveys with initial project land acquisition surveys.
• The needs of the project or activity schedule. In particular, time scales for stakeholder engagement with respect to social issues may be signifi cant compared to the time scales required for other impact assessments.
Differing opinions exist as to whether it is best to integrate an SIA with other forms of impact assessment. However, within the oil and gas industry, there is a trend towards integrating SIAs, EIAs and HIAs. Ultimately, the decision to integrate an SIA with other impact assessments will be specifi c to the company and the project.
F. Integrating an SIA with other impact assessments
SIAs are one of a number of impact assessment studies commonly encountered in the oil and gas industry. These are compared in the table below. • Often required by legislation.
• Impact on the environment (soil, air, water, wastes, fauna, fl ora and human activities).
• Consultation phase often legislated.
• Often required by legislation.
• Impact on both, the environment and communities (but often restricted to socioeconomic impacts). Presently, health impacts are rarely detailed and often restricted to negative impacts.
• Usually carried out voluntarily by a company.
• National and regional policy and impacts considered.
• Integrates health, social, environmental and policy issues.
• Starts well in advance of plan or project execution.
• Usually project and location specifi c.
• Starts during project conception, its results feed decisions in the design phase, implementation and throughout the project lifecycle 
G. Stakeholder engagement
Stakeholder engagement underpins the SIA process. It is critical that stakeholder engagement takes place early and often. This allows stakeholder input to be considered in the project design, planning and implementation. Stakeholders may be numerous and various. Some will identify themselves immediately; others will not engage with the company until an issue arises. Identifying stakeholders for offshore projects can be especially diffi cult. An early stakeholder identifi cation process makes that task much easier.
Relevant stakeholders are people likely to be affected by the project or who can impact the project, representatives of local communities, interest groups, NGOs, government agencies, funding institutions, employees, and contractors. Identifi ed stakeholders should be assessed for their ability to infl uence the project or operation or their vulnerability to negative impact from it. This evaluation can help prioritise and develop appropriate and feasible engagement strategies with each stakeholder. However, time scales for effective engagement can be lengthy particularly in areas new to oil and gas activities.
Consultation is one of the most commonly used elements of stakeholder engagement. Consultation makes local communities aware that information is sought to mitigate future impacts and identify opportunities for improvements in social and economic conditions. Legislation can often dictate consultation requirements in project planning processes and EIA and ESIA studies. However, consultation requirements dictated for EIAs and ESIAs by legislation may not always be consistent with SIA needs.
Initial public consultation is often used to assist in stakeholder analysis to ensure that no relevant groups are excluded and to develop culturally appropriate and effective engagement with relevant groups.
H. The SIA process
Steps to successful SIAs are described on the following pages. Ideally, an SIA is initiated at project conception. However, an SIA can be applied at any stage of the project life-cycle. Frequent revalidation of original SIAs will be required through the project lifecycle as signifi cant changes occur. The timing of these steps in the SIA process is related to a typical oil and gas project lifecycle in fi gure 1.
Scoping
Scoping defi nes the limits of the study to avoid unjustifi ed effort. This step consists of gathering suffi cient preliminary information to determine the area of infl uence of the project and, identifying the scope of issues to be covered by the SIA and the level of stakeholder engagement that will be needed. Careful consideration at the scoping phase will greatly enhance the success of the assessment.
Key parameters that will infl uence the scope of an SIA are:
• Project characteristics including the size, complexity and stage in the oil and gas lifecycle and the timing and duration of the project activities.
• Project uncertainties and the time scale for their likely resolution.
• The historical background of the area, any special geographic features or local cultural norms. In particular any history of success or failure with similar projects and a record of any community protests.
• Initial screening of potential social issues. The IPIECA / OGP document, "Key questions in managing social issues in oil and gas projects", provides useful lists of questions that can facilitate such screening.
• Legislative requirements.
• Internal company health, safety, environmental and social / community objectives.
• Results of initial stakeholder identifi cation and analysis and any early engagement.
• Identifi cation of any vulnerable groups (e.g. low income, minorities, indigenous peoples or those not normally involved in political decision making including gender distinctions).
Where impact assessment teams are separated, co-ordination between SIA, HIA and EIA teams will be needed to optimise the scoping of all studies, since some issues will be in common.
It is important that the scoping of the SIA be realistic. Carrying out an SIA involving participation of stakeholders may not always be straightforward if access, security or other norms limit such participation. When that happens, the scope may have to recognise these limitations. In addition, the scope of the SIA, particularly in defi ning its objectives and anticipated deliverables, should refl ect what can be achieved to ensure that stakeholders have realistic expectations of the outcomes of the report.
Planning Establishing baseline information
After scoping an SIA, the next priority is to gather data on baseline conditions. This data will form the basis for modelling potential impacts of the project.
A variety of tools can be used to collect such baseline data:
Not all desired data will be available or acquirable in a timely or cost effective manner. Gaps in data should therefore be identifi ed with the gaps managed within the study. As the project evolves, it may be necessary to review and update baseline data.
Impact assessment
After collecting baseline data the next step is to analyse it in order to provide predictions of the likely positive and negative impacts of the proposed oil and gas project. Impacts should not be limited to the area and lifetime of the projects or operations. Secondary impacts, often outside the company's control, should also be considered. For example, new transportation infrastructure to support the project or pipeline rights of way have primary impacts on land use. Secondary impacts may include providing access for new settlers in previously inaccessible and sensitive environments. Similarly, any cumulative effects of the oil and gas project with other developments should be considered. A number of project scenarios can be treated by comparing potential impacts for different project options.
The signifi cance of all potential impacts should be evaluated. It is particularly important to recognise any disproportionate adverse impact on vulnerable groups.
Disseminating fi ndings
Disseminating fi ndings is critical to developing effective plans for mitigating adverse impacts and optimising benefi ts. Dissemination should be a continuous process incorporating the on going learning about the communities and changes in the conceptual design of the project. Where possible, this process should be integrated with the fi ndings of other impact assessments.
Findings should be shared with project staff -particularly designers and planners. Access to such information early in the design phase can help to identify options for avoiding or mitigating adverse impacts that might pose risks to project costs and schedule.
Secondary data sources including offi cial material such as maps, censuses, government records; research reports, social needs assessments, historical texts. Such data may need to be updated or augmented by fi eld survey data collected by the SIA study team.
Qualitative interview techniques providing insight into how people perceive themselves and how their community organisation and leadership work together. Interviews take into account preferences and expectations regarding overall project benefi ts, specifi c mitigation measures, compensation and community development needs. Qualitative techniques can also be used to fi ll gaps in baseline data surveys which might have been missed or understated. They can also enhance and verify quantitative data.
Quantifi ed data is often collected on such parameters as household assets, income streams, expenditures, vulnerable individuals or groups, health, education, skills of the labour force etc.. Quantitative data allow for effective assessment of potential project impacts over time. Reliable quantitative data also provide a sound basis to challenge unfounded claims and future disputes concerning project impacts. However, quantifi ed data collection should focus on what really counts rather than what is easy to count.
Participatory rural appraisal and the participatory approaches suggested by the World Bank can be used to share learning between local people and companies. Experience suggests that the quality of baseline data collection can be enhanced by the use of appropriate participatory approaches, particularly in greenfi eld sites where the company has a limited understanding of the stakeholders.
Supply-chain analysis is helpful at an early stage of a project. Assessing the inventory of goods and services that a project will require allows for the development of opportunities for local people or local businesses.
The discussion of fi ndings with project staff and major contractors is also critical for developing successful mitigation measures and then implementing them.
Further dissemination of fi ndings with stakeholders may be subject to a variety of constraints. These include:
• Legal requirements • Requirements from fi nance agencies • Confi dentiality restrictions with partners and state agencies
• Constraints on open dialogue and consultation due to adverse security and political environments Any dissemination strategy should accommodate these constraints while maximising the benefi ts of a participatory SIA process.
Mitigating adverse impacts and maximising project benefi ts through an action plan
Ways to mitigate adverse impacts and enhance positive ones will be identifi ed through discussion of the fi ndings of the SIA with project planners and designers as well as through stakeholder engagement.
Where impact assessments have not been integrated, mitigation measures suggested by one assessment may impact those of other assessments either positively or negatively. Trade-offs and negotiation may be needed to optimise alternatives. Priority should be given:
• fi rstly to measures that avoid adverse impact, • secondly to impact reduction or minimisation measures • and lastly to compensation.
When developing mitigation measures, their sustainability should be considered to avoid perpetual social commitments by the company.
To do this, the company can develop an action plan ranking and prioritising recommended actions, detailing the budget proposed and an implementation timetable. In addition, these plans should clearly indicate the roles and responsibilities of the project and project personnel and those of third parties such as local and regional administrations. The role of contractors in implementing of mitigation measures should be clearly assessed -preferably before contractors are selected. The action plan should coordinate with the timetable for the entire project or activity. In many cases it will be advantageous to integrate the action plan into existing action planning management tools.
Implementation and monitoring
Management support of the measures developed by the SIA process through the action plan is critical. Management support will ensure the appropriate allocation of funds and resources. Implementation of the action plan rarely involves the activities of a single company department. Interdepartmental collaboration --as well as collaboration with external parties such as civil society groups, affected communities, government agencies and contractors --is critical. Communicating a clear vision for social performance for the project activity among company and contractor personnel is also essential. Additionally, clear requirements for social performance should be accounted for in contracting strategy and contractual requirements.
Monitoring mechanisms should be established as soon as activities commence at project sites. Monitoring should identify any deviations from the impacts predicted by the SIA. Monitoring should also assess the effectiveness of mitigation measures.
Monitoring may be specifi cally required by regulations. When not required, it can be used as a basis for compliance/ performance reporting.
Review
At regular intervals throughout the project lifecycle, performance against the action plan and the results of monitoring should be reviewed. In some situations, the mitigating measures in the plan may not be entirely effective later in the project or activity lifecycle. If that happens, the SIA process may need to be revalidated. For example, this may be needed:
• At the end of the construction phase when employment levels fall signifi cantly.
• On closure of an operation leading to the end of employment opportunities, community development support and maintenance infrastructure.
• When activities external to the project due to other company activities, government programmes etc. may cause social impacts around the company's activities.
As part of company change management processes, SIAs should be updated along with action plans. In this way SIAs and action plans will be maintained as living documents.
Verifi cation / independent monitoring
Increasingly, SIAs undergo some process of independent monitoring or verifi cation. In most instances the cost will be borne by the oil and gas company. The scope of such monitoring or verifi cation will vary according to need. It can entail regular visits and review of the SIA process by a number of stakeholder representatives, or it may call for active involvement of independent parties in all stages of the SIA process. A decision on independent monitoring / verifi cation will depend on legal requirements, stakeholder expectations, perceived reputation benefi ts and the independent resources needed.
I. Resourcing
The process for SIAs is not as well established as that for EIAs. Consequently, few oil and gas companies or their contractors have resources to undertake an SIA. It is usually a task for consultants with a range of experience. When appointing an SIA team, a company should consider:
• Practitioners with a variety of backgrounds to suit the project needs. Typically, they may be social scientists, communications specialists, development specialists and former in-house industry experts who have extensive experience in managing the social components of projects.
• An independent advisory board of recognised experts to provide advice to the project on the SIA process.
• The need for industry knowledge within the team to understand potential impacts from the activities of the oil and gas industry.
• Familiarity with local language and culture. This is critical for exposing issues that are not evident through review of media and publications. Local knowledge is equally important for ensuring credibility of the SIA results and their subsequent dissemination. The provision of training may be considered to increase the number of local resources available to the SIA team.
J. Cost and time management
The main costs associated with an SIA are determined by the need for hiring social impact experts with relevant and local knowledge, travel to the project area/country concerned, numerous discussions between the consultants and the project team, agreeing objectives and methodologies for data collection and stakeholder engagement, and other costs such as translation etc. A clear scope of work and project timeframes is a key tool to managing consultant costs. For large SIA projects, it is advisable to split the project into stages, allowing for clear defi nition of project scope at each stage.
As for cost management, the timeframe for an SIA is highly variable. Timing the stages of the SIA process will need to consider opportunities to infl uence project decisions, contracting strategies and input to contractual requirements with contractors and suppliers.
Project managers should be aware that any SIA invariably takes time, involves a number of iterations and requires extensive resources.
